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TWENTY AUTOMATION MANPOWER SERVICES DEMONSTRATION 
PROJECTS WERE STARTED TO PROVIDE EXPERIENCE WITH JOB MARKET 
PROBLEMS CAUSED BY CHANGING TECHNOLOGY AND MASS LAYOFFS. THE 
FIRST OF THE SERIES, ESTABLISHED IN LOCAL PUBLIC EMPLOYMENT 
SERVICE OFFICES, THIS PROJECT DEALT WITH THE LAYOFF OF 675 
WORKERS, PROBLEMS OF READJUSTMENT IN THE PLANT, THE 
INVOLVEMENT OF THE EMPLOYMENT SERVICE, AND COMMUNITY AGENCIES 
IN SOLVING PROBLEMS CAUSED BY THE LAYOFF, AND THE 
ORGANIZATION AND OPERATION OF THE PROJECT. THE EFFORTS OF THE 
PROJECT WERE PRIMARILY DIRECTED TO THE REEMPLOYMENT OF THE 
WORKERS. IT CONTACTED EMPLOYEES WELL A M EAD OF THE LAYOFF AND 
ADMINISTERED GROUP TESTS ON A VOLUNTARY BASIS. IT MADE JOB 
SURVEYS, ACTED AS A CLEARINGHOUSE FOR ALL INFORMATION 
CONCERNING THE WORKERS' STATUS, NEEDS, QUALIFICATIONS, AND 
JOB POSSIBILITIES, COUNSELED, AND MADE 1,160 REFERRALS 
RESULTING IN 317 PLACEMENTS. THE UNCERTAIN STATUS OF THE 
LA ID-OFF WORKERS WAS THE MAIN DETERRENT TO THEIR 
REEMPLOYMENT. ANOTHER ADVERSE FACTOR WAS THE DIFFERENCE IN 
WAGE RATES THE WORKERS WERE ACCUSTOMED TO AND THOSE OF JOBS 
AVAILABLE TO THEM AFTER THE LAYOFF. EMPLOYERS WERE RELUCTANT 
TO HIRE LAID-OFF WORKERS LEST THEY QUIT AND RETURN TO THEIR 
ORIGINAL JOBS WHEN RECALLED. BESIDES DISPLACED WORKERS' 
UNWILLINGNESS TO FACE REALITY, THE MOST IMPORTANT SINGLE 
FACTOR INFLUENCING REEMPLOYMENT WAS INADEQUATE EDUCATION. 
RECOMMENDATIONS FOR IMPROVING PROJECT OPERATIONS WERE TO— (1) 
PROVIDE AN ORIENTATION CONTACT FOR EXPLAINING AND SELLING THE 
SERVICES OF THE EMPLOYMENT SERVICE AND THE TESTS, IN 
PARTICULAR, (2) USE A NONVERBAL TEST FOR THE FUNCTIONALLY 
ILLITERATE, (3) PROVIDE MORE ACCURATE AND OBJECTIVE 
STATISTICAL INFORMATION ON APPLICANT QUALIFICATIONS, (4) 
COORDINATE THE RESEARCH PHASE WITH THE EMPLOYMENT PHASE, (5) 
CLARIFY THE STATUS OF DISPLACED WORKERS, AND (6) PROVIDE 
ADEQUATE PROJECT FACILITIES AND PERSONNEL, AND EMPHASIZE 
EDUCATIONAL NEEDS, ESPECIALLY FOR ADULT EDUCATION OF A 
GENERAL NATURE. (MM) 
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Foreword. 



Twenty Automation Manpower Services demonstration projects were started in eleven States during 
1961-63, to gain experience with job market problems arising from changing technology and mass lay- 
offs. Additional studies were undertaken during 1964 and 1965. The projects are financed and guided by 
the United States Employment Service and conducted by affiliated State Employment Services. 

These projects were designed in order to gather adequate data and information to enable us to fully ex- 
plore: , i 

1. The re-employment problems encountered by workers displaced by automation and technological 
change. 

2. The degree of success achieved by the special re-employment and manpower efforts made by the Em- 
ployment Service in cooperation with other agencies. 

3. The types of changes in jobs and occupations resulting from technological change. 

4. The manpower policies and procedures proven and tested by our automation experiences which are 
applicable to basic Employment Service operations and to mass layoff cases. 

5. Which services to affected workers promote occupational reorientation and minimize unemployment. 
Each project is tailored to the specific manpower problems presented by the particular case, whether it 
involves layoffs, in-plant work force adjustments, reduced hiring, or the need for all-out community ac- 
tion. 

As each of the present and future projects reaches a point at which summarization of experience and 
findings is possible, reports will be prepared for this series of Automation Progam Reports, so that the 
project results may be disseminated throughout the public Employment Service system, and used to im- 
prove manpower planning and operations. 



Frank H. Cassell, Director 
United States Employment Service 



BUREAU OF EMPLOYMENT SECURITY, Robert C. Goodwin, Administrator 



Preface 



The Cudahy Automation Demonstration Project was the first of twenty special projects established 
by the Automation Manpower Services of the United States Employment Service. One of the objectives 
of this program was to investigate the problem of the re-employment of workers idled in mass layoffs. 
Project Number One deals with the layoff of 675 employees at the Omaha plant of the Cudahy Packing 
Company. See Appendix I for list of projects. 

A number of labor re-employment policy and procedural innovations were made when the Project 
was established. It is the purpose of this report to study the problems, examine the initiation of new ap- 
proaches and procedures, and then to evaluate the effectiveness of the innovations introduced in the Proj- 
ect. Considerable data were gathered during the operation of the Project. It must be remembered, how- 
ever, that the energies and efforts of the Project staff were primarily directed at the re-employment of 
the workers and not at the administration of a lengthy and involved research project. Therefore, not all 
questions which could be logically raised can be answered with clear, statistical and incontrovertible 
evidence. 

This report covers the layoff of the workers, the problems of the readjustment in the plant, the in- 
volvement of the Employment Service and various community agencies in the solution of the problems 
occasioned by the layoff, and the organization and operation of the Project. It closes with some recom- 
mendations which became evident in the examination of the facts of this case. 

Although the report is written primarily for Employment Service personnel it is hoped that it will 
serve in a somewhat broader sphere. It should be noted that the study was made by an outsider with but 
limited knowledge n{ the Employment Service and from a point of view not necessarily identical to that 
of the Employment Service. The economic and managerial references in the report cover only a portion 
of the aspects of the case which intrigued the author. 

The involvement of the writer in the study of this case did not take place until well after the Project 
itself was completed. He is, therefore, very much indebted to the Project leader, Mrs. Yvonne Karbow- 
ski, and her staff for a fair understanding and an accurate description of the problems, the attitude of 
the workers, the procedures followed and the very climate in which the work was carried on. Dr. Lawr- 
ence A. Danton, University of Omaha, supervised the coding of the data for classification purposes. His 
narrative of the events as contained in his doctoral dissertation on this case was of great benefit. The gen- 
eral direction given by Mr. Edward Salner, Chief Manpower Utilization Services, United States Employ- 
ment Service, and Mr. Don Warren, Employment Service Adviser, Bureau of Employment Security, Kan- 
sas City, Missouri, helped to enunciate the purposes and the policies of the Project and to direct it to the 
desired conclusion. Without the help of these persons and others in the Nebraska Division of Employment 
the report would not have been possible. 



William G. Dick,Ph. D. 

Associate Professor of Business 
Organization and Management 
College of Business Administration 
University of Nebraska 
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Highlights of ihe Cudahy Project 



Technological advances in manufacturing industries generally result in a reduction of employment 
either relatively slowly over an extended period of time or in a dramatic manner in a short period of time. 
When technology lags in an industry, firm, or any portion of a firm’s operation mass layoffs are likely to 
occur when changes are made. 

Uncertainty in a layoff situation aggravates the effects of the layoff and makes the re-employment 
of the workers elsewhere more difficult. 

The coordination of industry, labor, civic and welfare organizations anr 1 government agencies through 
the Project was of paramount importance in the enlistment of the community forces throughout the 
operation of the Project. 

A combination of interacting factors — lack of education, lack of skills other than those developed 
at Cudahy, adverse attitudes toward new employment, differences in wages of jobs held in the past and 
those presently available — made necessary a concentrated and continuing effort to bring about satis- 
factory employment relationships through the organization of an Automation Demonstration Project. 

Basic education was an essential factor in “job mobility” for both the workers who were re-assigned 
at Cudahy and for those who were displaced. 

Age was not an insuperable obstacle to the re-employment of workers. 

Home ownership and having dependents tended to be in evidence with successful job seekers. This 
was true particularly for women who were either divorced, separated or widowed. 

Ownership of means of transportation was important in Omaha for successful job placement. 

Technological changes occasioned but minor adjustments in the required skills for the new jobs at 
Cudahy. Lack of basic education was a greater obstacle than a lack of skills in the adjustment to the 
operation of the new plant. 
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Chapter 1: BACKGROUND AND CHANGEOVER 

TO THE NEW PLANT 



Technological Progress 

The problem of technological unemployment in the Oir~ ha area due to the rather sudden and drastic 
reduction of forces at the Cudahy meat packing plant in 1961 is but a small, however dramatic, example 
of the national price being paid for economic progress. Technological change seems to be accelerating 
from decade to decade. The present rate of progress in some segments of American industry dwarfs that 
experienced during the so-called industrial revolution of the eighteenth and nineteenth centuries. 

Technological progress in the United States, measured in terms of productivity of the entire work 
force, proceeds on an average of two to three percent per year. Increased productivity is very evident 
in manufacturing. Total employment in manufacturing in the United States has not increased materially 
since World War II in spite of an increase of almost 30 percent in population to 1961 and a considerable 
increase in the standard of living in the country. 1 It is recognized that not all of the increased standard of 
living is in the form of goods, although a part certainly is. 2 



Even within the industrial segment of the economy, technological progress does not affect all in- 
dustries uniformly. Reduction of the necessary labor in the manufacturing or processing of a product 
proceeds by spurts and on a very selective basis. This is true of whole industries, of firms and even pro- 
cesses within a plant. A whole industry may seem to show little evidence of change until some techno- 
logical development — for example, the forced oxygen furnaces in the steel industry — sets into motion 
a whole chain of labor-saving innovations. 



Technological change brings about a number of economic effects. Aside from reducing the cost of 
production and thus making possible a higher standard of living, it has at least two other aspects. As less 
labor is needed to produce a product, the demand for labor is decreased unless the demand for the product 
increases sufficiently to offset the reduction of labor necessary per unit of product. A second effect of 
technological change may be the obsoleting of some previously very valuable skills. When the skills are 
very specific, related only to the work performed with no transfer to new opportunities, this may present 
a difficult problem. Such was the case with the proverbial glass blower and, more recently, with the 
hundreds of thousands of miners in Appalachia. To some extent this was the case with the Cudahy work- 
ers who were laid off, but it must not be assumed that the problem existed to the same degree for the 
Cudahy workers who were not laid off but were transferred to jobs in the new plant. 



Another economic factor often aggravates the local situation. Favorable locations often deteriorate 
due to change in markets, sources of raw materials, factors of production or, as in the meat packing in- 
dustry, changes in the transportation facilities available for either the raw materials or the finished 
product, or both. As formerly favorable locations slowly deteriorate, the additional costs due to poor loca- 
tion contribute to the need for technological changes and often influence the shift of location along with 
the technological change. Thus, Chicago, which not many years ago was the major meat packing center 
m the United States, has lost most of these economic activities to other localities. While there is no doubt 
that other locations were considered by the management of Cudahy, Omaha was very fortunate that the 
new plant was not constructed in another area. 



1 For a more detailed discussion of technological change see Victor R. Fuchs, 
June 1964, National Bureau of Economic Research, Inc. p. 61. 



"Economic Growth”, Forty-fourth Annual Report, 



2 "For the period 1929-1961, we find that real output per man has grown at a rate of two and four-tenths percent per 
goods sector and seven-tenths per cent oer annum in the service sectoi c\” p. 62, IBID* 
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